The Business Core is typically a set of courses in the curriculum of many business schools which provides the student with a breadth of knowledge across all business disciplines. The purpose of this paper is to introduce a curricular model based upon the balanced scorecard (BSC) developed by Kaplan & Norton (1996) 
INTRODUCTION
he Business Core is typically a set of courses in the curriculum of many business schools which provides the student with a breadth of knowledge across all business disciplines. This business core achieves the desired objective of breadth of coverage; however, it does so often at the expense of creating a relatively inflexible curriculum. Moreover, as commonly delivered at most universities and colleges, the collection of separate courses promotes the continuing isolation of business disciplines and the accompanying rigid thought processes that focus on an individual functional discipline as the preferred solution for many of today's issues. While this approach of seeing a particular situation as an accounting problem or a marketing problem or a human resource issue may have worked in the past, the creation and maintenance of functional silos is simply no longer viable since it limits the ability of organizations, their managers and their employees to confront today's problems and reach optimal solutions. A more balanced and integrative approach is needed. The balanced scorecard (BSC) developed by Kaplan & Norton (1996) provides just such an integrative approach.
In a non-curricular setting, the BSC is designed to align corporate goals and performance rewards, utilizing both financial and non-financial measures. By its very nature, it cuts across disciplines, turning functional silos on their sides. The BSC approach allows finance and accounting to interface with marketing and production; it not only facilitates but requires operations to work with organizational design. In short, the BSC provides a comprehensive approach for considering the full impact of some decisions while at the same time helping to solve smaller isolated problems that can more readily be seen within its structure. It strikes "the balance between short-and long-term objectives, between financial and non-financial measures, between lagging and leading indicators, and between external and internal performance perspectives" (Kaplan & Norton, 1996, p. viii) . In a curricular setting, the BSC provides a flexible, integrative, and unifying theme upon which the business core can be built. This is not to say that using the BSC in practice or as a curricular model is easy. With its multi-dimensional approach that encompasses all business disciplines, the BSC requires both conceptual underpinnings and careful application to reach its full potential. As the above diagram illustrates, the BSC explicitly addresses four value drivers of organizational performance -financial, customer, internal, and learning & growth. Another way of expressing the BSC is it views an organization through four different but inter-related lenses -in terms of past performance, future potential, an outsider's view, and an insider's perspective. Traditionally, decision-makers have focused primarily, if not exclusively, on financial measures such as profitability, cash flow, sales growth and return on equity to assess a company's performance. However, such a focus fails to capture the necessary interrelationships among the perspectives. In addition, the use of financial measures alone does not and can not capture the value created by intangible assets (measures in the growth & learning perspective) which often create the competitive advantage for a company Lev, 2001 ). Furthermore, disappointing financial results often stem from serious problems in core business processes (i.e., measures in the internal perspective). Most critically, as one author notes, using financial measures alone is like driving a car looking through the rear view mirror (Niven, 2005) .
THE BALANCED SCORECARD AND ITS FOUR PERSPECTIVES
The BSC approach looks to measures that drive value creation and how the measures in each perspective interrelate. The customer perspective "defines the value proposition the organization intends to use to generate sales and loyalty from targeted customers" (Kaplan & Norton, 2004a, p. 54) . Popular types of customer-related measures such as customer satisfaction and customer retention gauge how well a company serves its customers and obtains new ones. However, in order to deliver on its value proposition, the company must develop sound organizational procedures, efficient production systems and on-time delivery schedules. These are types of internal business processes which need to be understood by employees in order to provide high quality goods and services. Finally, an infrastructure of information systems and employee work groups support production and service. Kaplan and Norton (2004a) group these aspects of human capital (skills, training, knowledge), information capital (systems, databases, networks), and organization capital (culture, leadership, alignment, teamwork) into the "future" component of the BSC. Consequently, research and development activities as well as employee productivity, employee satisfaction and employee retention are some indicators of the learning and growth component. (Knouse & Stewart, 2003) , the strategic readiness of intangible assets (Kaplan & Norton, 2004a) , community investment (Kaplan & Norton, 2004b) , and/or corporate social responsibility (Crawford & Scaletta, 2005) . Indeed, Kaplan & Norton (1996) suggest any stakeholder interest which defines a business unit's mission should be included in the BSC.
It is important to recognize the hierarchical nature of the BSC. Kaplan & Norton's basic model assumes that financial performance is the ultimate goal of a business (Bryant, Jones & Widener, 2004 ).
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As the above diagram depicts, lead indicators in the Growth & Learning, Internal, and Customer Perspectives drive future financial performance. In effect, financial measures merely report the outcomes from past actions in the lower levels in the hierarchy. The key to the successful implementation of the BSC is to find the cause-and-effect linkages that create value ). For example, investment in employee training (Learning & Growth Perspective) will have an impact on innovation, customer management, quality enhancement and other business processes (Internal Perspective), which, in turn, will create greater customer satisfaction (Customer Perspective), resulting in superior financial outcomes (Financial Perspective). 
A CASE IN POINT: THE BUSINESS CORE AT SAINT JOSEPH'S
In addition to twenty liberal arts courses which comprise the General Education Requirement (GER) for all students at Saint Joseph's University, students in the Haub School of Business (the HSB) must complete a common Business Foundation. The required Business Foundation includes two specified GER courses in Economics (Micro and Macro) together with ten business courses: The HSB does attempt to align its curriculum with the University's Jesuit mission while at the same time achieving the topical coverage of the AACSB curriculum standards. However, it does so in a relatively nonintegrative way. The one exception to this lack of integration is in the capstone course -Business Policy. This 4-credit course (all the other courses in the Business Foundation are 3-credit courses) is team-taught by a crossdisciplinary/department faculty. For more on this course, see Porth & Sherman (2006) .
AN INTEGRATED BUSINESS CORE
In looking at the AACSB Curriculum Standards in general, and at Saint Joseph's Business Core in particular, it is evident that to a very large degree the current curriculum and the BSC cover the same ground. However, by explicitly framing business issues in terms of four interrelated perspectives -financial, customer, internal business, and learning & growth -the BSC achieves a level of integration among participating business functions that is not found in the conventional business curriculum. One of the unique features of the proposed integrated Business Core using the BSC is its attention to functional integration and flexibility. While it might at first appear that the financial perspective would involve only finance or accounting course offerings, the BSC framework quickly makes apparent that it has lasting effects on other areas of the curriculum. Consequently, management and human resource faculty should have a lot to say in the financial perspective. This same logic applies to the customer focus where marketing courses would be expected to dominate but where accounting and others offerings provide an important array of skills ranging from activity-based costing numbers to human resource management and information systems impact corporate strategy and goals.
In structuring the proposed curriculum, newly designed courses in "Information Literacy" and an "Introduction to Business -A Balanced Scorecard Approach" should be introduced in the freshman year. It is imperative that students be given this starting point at the beginning of their college careers in order to provide a broader, yet focused, framework for the remainder of the Business Core. These courses set the tone of an integrative business curriculum that moves away from individual business disciplines considered in isolation to placing decision-making at the center of undergraduate education.
Team-taught courses are more expensive than those taught by individual faculty. Nonetheless, "Introduction to Business" should be cross-functional, cross-disciplinary course, utilizing members from each department in the business school. Not only does this better facilitate the necessary coordination among faculty teaching the course and integration of topical coverage, it assures that each discipline gets its due and provides each 1 Given the unique mission of Jesuit Colleges & Universities, it is most appropriate to compare the curriculum of Saint Joseph's University with those of other Jesuit schools. Of the twenty-eight Jesuits universities and colleges in the United States, two -the College of the Holy Cross and University of Detroit-Mercy -do not have undergraduate business programs. 2 Creighton has the fewest number at 8; University of San Francisco is the highest in requiring 17 courses. 3 Five of the Jesuit schools of business -Le Moyne, Regis, Saint Peter's, Spring Hill, and Wheeling Jesuit -are not AACSBaccredited and, consequently, are not formally subject to the AACSB curriculum standards. However, inasmuch as AACSB standards constitute "best practices", these schools also have a similar Business Core in their curriculum. department an opportunity to "sell" its major to the freshman class. Given that faculty have themselves fallen victim to the functional silo effect, schools need to be cognizant of the required departmental support for the faculty and course development. For example, marketing faculty may need some additional training to get up to speed on how activity-based costing can be applied to their field; accounting faculty may need to re-tool on the strategic implications of various alternatives. More complex case materials will be needed for use in this and later courses.
While the BSC is the primary vehicle developed here to integrate a Business Core, there are other features to enhance both the delivery and content of undergraduate business education. The newly developed information literacy course would utilize the ERP systems that will be used throughout the business curriculum. The data design and application portions of this course foster the decision content necessary in a variety of decision areas. This central data base approach helps create new linkages not normally apparent from individual discipline study. It allows students the opportunity to see a far bigger and brighter picture than is normally seen from a one-dimensional system.
The BSC courses that replace the Principles of Marketing, Financial Principles, Management, and Legal Environment of Business offerings in a traditional Business Core must involve more than just changing the course title. (See Appendix A for tentative BSC Core course descriptions.) The approach must be integrative and focus on value creation -for the organization and for the student. Ideally, the courses would be team-taught. However, the specific application of course content utilizing the BSC approach may vary from integrated cross-disciplinary projects within courses to cross-departmental team-teaching.
Since the BSC helps integrate strategy throughout the curriculum, the Business Policy capstone course no longer needs to act as a stand-alone strategic management course. The emphasis of the Policy & Business Analysis capstone course can shift to crafting a corporate strategy. The use of business analysis, with its emphasis on financial analysis, helps integrate materials from other courses -accounting, finance, marketing, and economics. Thus, students are better able to appreciate the interrelationships of all these disciplines in arriving at equity valuations or credit evaluations just to name a few of the decision areas covered in the course. Overall, the BSC allows problems to be expanded to a greater level of realism and the proposed solutions to be closer to those found in the real world.
Any school of business would and should develop its own scorecard to follow the AACSB admonition that "topical coverage must fit the school's mission" (AACSB, 2006). The BSC model is almost infinitely expandable and can be modified to meet the particular mission, objectives, and strengths of the school or program. For example, Jesuit schools of business would probably want to include dimensions for social justice, social responsibility, and ethical decision-making in their BSC Business Core. [For more on the mission of Jesuit colleges and universities in the U.S., see the Superior General of the Society of Jesus, Fr. Peter-Hans Kolvenbach's speech at the 32 nd General Congregation of Jesuit Colleges and Universities (Kovlenbach, 2000) .] These themes would start with the Introduction to Business course in the freshman year but would continue to be woven throughout the business curriculum. For example, the Financial Perspective courses (BSC 201-202) would move beyond the traditional coverage of accounting courses with introduction of "Triple Bottom Line" (economic, environmental, and social bottom lines, also known as "Triple P" = People, Profits, and Planet) reporting techniques that help students appreciate that there are additional measures of organization performance beyond mere financial results. Building on this understanding, the impact of Triple Bottom Line reporting on traditional capital budgeting and other analytical techniques would be discussed in BSC 301. See Appendix B for how the suggested Business Core would satisfy the AACSB Curriculum Standards.
CONCLUSION
"Changing the curriculum . . . is harder than mowing a graveyard." Thelin (2000, p. 9) As faculty, we are constantly in search of better ways to facilitate our students' learning. We experiment with different pedagogical methods, change course coverage and emphasis, attempt to integrate technology and other resources into the subjects we teach. Periodically, we revisit our assumptions and review our entire curriculum. If there is a common failing in our design of a Business Core, it is the reinforcement of the functional silos by specifying a list of particular courses, housed in particular business departments, taught by faculty trained in a particular discipline. Students are presented with disconnected pockets of information, tools, skills, and perspectives. The connections and interrelated-ness of the business world is lost. In effect, most Business Cores assume what characterize as a balance sheet model. "The balance sheet is a linear, additive model. It records each class of assets separately and calculates the total by adding up each asset's recorded value" (at p. 88). In the typical Business Core, the value of the curriculum is the sum of the values of the individual courses which comprise that curriculum. However, "the value-creation process is multiplicative, not additive" , p. 89). Value-creation depends on the context of the assets' use -the organization, the strategy, and other complementary assets. Similarly, the value created by a curriculum is multiplicative. It is the context in which the concepts, issues, tools, and analyses are presented that creates value.
With its multi-dimensional approach that encompasses all business disciplines, the BSC framework provides a natural vehicle for integration, for establishing the context of the courses in the Business Core. Moreover, with the flexibility in the choice of perspectives and the metrics used within each perspective, the BSC is infinitely adaptable and expandable. Of particular interest to Jesuit schools of business in the design of their BSCbased Business Core would be the inclusion of strong underpinnings in business ethics, social responsibility, and sustainability. By selecting particular Key Performance Indicators (KPIs) or even adding other perspectives to the traditional BSC model, Jesuit schools of business would not only assure that the topical coverage of their Business Core would "fit the School's Mission", they would provide a context in which social justice is more than just an abstraction. Social justice would become a lead indicator of future organizational success. An introduction to organizational forms, goals and strategies as well as the relationship of business disciplines within the organization are covered in this course. The balanced scorecard is introduced as a management tool and integrative framework for further study. Integrated presentations from business departments covering each functional business area highlight the course.
APPENDIX A: THE BSC MODEL FOR THE BUSINESS CORE
GER Courses Specific to
BSC 102: Information Literacy
Using a Management Information Scorecard (MIS) framework and including an introduction to Enterprise Resource Planning (ERP) software, this course will examine the design and structure of information systems and their importance of in providing the data for decision-making. The topical coverage will emphasize the role that technology plays in management efforts to achieve competitive advantage in an information age. Managerial accounting focuses on the role of accounting to managers and internal users. Coverage includes cost behavior patterns/classifications and the problem solving functions of accounting as they pertain to planning, control, performance evaluation, and special decisions. Strategic cost analysis is introduced through techniques such as activity based costing to improve decision making. Case analysis is used to integrate ERP and the balanced scorecard. Techniques developed by the Environmental Protection Agency (EPA) and others for monetizing environmental impacts and their effects on decision-making are also covered.
BSC 203: The Internal Perspective I: Organizations In Perspective
A comprehensive introduction to the theory and practice of management. Functions of planning, organizing, leading, and controlling provide a central theme for discussing the interrelationships among organizational theory, individual behavior, interpersonal relations, and effective management practices in a global economy. A balanced scorecard case is utilized integrating the multi-dimensional issues faced by management including the importance of both financial and non financial measures and the overlapping issues in scorecard design. Stakeholder theory and issues of social responsibility are woven throughout the topical discussions.
BSC 204: The Internal Perspective II: Production & Operations
This course introduces the concepts and techniques of designing and managing manufacturing and service systems and their operations. Major topics include product and process design, facility location, forecasting, materials management, quality assurance, productivity, and global competitiveness. Measurement issues and internal process components of the balance scorecard are captured in case analysis. Market characteristics, consumer buying habits, marketing functions, and the fields of retailing are examined. Concepts and current practices in product development, pricing, promotion, distribution and international marketing are studied. The integration of strategic costing and activity based accounting as well as an emphasis on the customer focus of the balanced scorecard are highlighted through case analysis.
BSC 301: The Financial Perspective III: Financial Management
An introduction to the environment, concepts, and techniques of financial management. Topics include organizational form, financial planning and analysis, financial markets, interest rates, bond and stock valuations, risk and return, capital budgeting, cost of capital, and international finance. The development of the financial dimension for a balanced scorecard and the study of economic value added (EVA) helps integrate many of those issues. The impact of Triple Bottom Line reporting on traditional capital budgeting and other analytical techniques will be discussed.
BSC 302: The Future Perspective: Intellectual Capital
A consideration of the factors which enable an organization to not only survive, but to learn and thrive. Topics will include but are not limited to employee competence and growth, human resource management, innovation, leadership, human and organizational capital. Particular attention to how BSC metrics can promote the development of intellectual capital (i.e., intangibles).
BSC 401: Policy & Business Analysis
This is a capstone course integrating the various business functions in the development and implementation of business strategy. It examines cases involving policy formulation and decision-making in the present-day business environment. Using an integrative balanced scorecard approach across the business disciplines, this course uses an inter-disciplinary cased-based format, using a strategic management framework including faculty from business departments. 
